In conclusion it is argued that 'problem solving' models, such as SARA, complement the NIM. The Model, described as a 'Model for Policing' defines a process for setting priorities and framework in which problem solving can be applied. Its strength over problem solving models is that it has a systematic approach that demands standard products and consistent methods of working, which ensures high levels of ownership and accountability. The problem solving approach works within this framework. It provides techniques to assist in analysis, and develops the tasking and co-ordinating mechanism through multi-agency partnerships and the extended police family, which can deliver more sustainable solutions. It can also be used to build upon the 'results analysis' described by the NIM, providing specific advice on how monitoring and assessment should be conducted.
INTEGRATING THE NATIONAL INTELLIGENCE MODEL WITH A 'PROBLEM SOLVING' APPROACH 1 Executive summary
A survey commissioned during 2003 across all police forces in England & Wales found practitioners confused with how problem oriented approaches integrated with the National Intelligence Model (NIM). This finding was also corroborated by academics monitoring NIM implementation. This paper looks to clarify this ambiguity by explaining the compatibility of the two approaches. In essence it shows:
• Both methodologies share a common purpose, which is to allow police and partner agencies to use resources in the most focused and cost effective way to make sustainable reductions in crime and disorder
• Both approaches require an infrastructure to deliver results
• Both approaches endorse a tiered approach to reducing crime & disorder
• Both approaches endorse enforcement and prevention techniques
• The intelligence and analytical products together with the tasking and coordinating process of the NIM can be completely integrated with 'problem solving' models such as SARA (Scanning, Analysis, Response, Assessment).
• The NIM does not prevent or hinder staff who work with partners on problem solving initiatives linked to local or Force priorities (control strategy). Indeed, it allows staff the opportunity to avail themselves of greater resources should they be needed.
Introduction
The requirement for the police to work alongside partners to tackle crime & disorder is made out in Government policy and legislation, and is also endorsed by Her Majesty's Inspector of Constabulary (HMIC) as well as the Association of Chief Police Officers (ACPO). However, whilst the majority of police forces explicitly support this approach there is considerable evidence to show implementation has not been systematic (Bullock & Tilley, 2003) , which has resulted in a considerable waste of resources.
The ACPO Working Group on 'problem solving' was formed with the overall purpose of assisting forces to use problem oriented approaches to make sustainable reductions in the fear and actual levels of crime and disorder in the most effective way. The group started by conducting a present position survey of the 43 police forces in England & Wales in relation to their use of problem solving approaches.
Amongst its findings practitioners reported considerable confusion as to how problem oriented approaches integrated with the NIM; a finding corroborated by academics monitoring NIM implementation. As John & Maguire (2003:39) 
have an impact upon the implementation of the NIM and how easily it is accepted and understood by officers on the ground."
The sections that follow show how the SARA model and the NIM depend on an infrastructure to succeed, how they both support a tiered response and finally how a problem solving approach such as SARA (Scanning, Analysis, Response and Assessment) can integrate seamlessly into the NIM.
An initial point about infrastructure
Implementation failure (Crawford 1998 ) is a well-documented concept within the field of community safety. A focus on 'what works' has provided a plethora of evidence to show that good ideas need to be supplemented by sound practice if crime reduction programmes are to succeed. For instance, the programme may fail due to the theory being impracticable in a particular environment i.e. the practitioner not having the inclination, skills or time to deliver. On other occasions the resources may not be in place to implement the initiative as envisaged; or no evaluation criteria was put in place to show whether the programme or initiative worked. These issues have been articulated in many papers (Read & Tilley 2000 & Kirby 2003 ), and will not be further discussed here. The point is that programme failure often materialises through a deficiency in preparing the infrastructure that supports the approach. This is especially true of problem solving approaches. During the survey representatives of invited forces were asked to articulate the enablers or blockages to successful problem solving approaches. A further paper (Developing a problem oriented organisation Kirby & Read 2004 ) outlines these issues and they include:Leadership: Investment and commitment for the approach.
• People: focusing on setting objectives, skills, training and performance management.
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• Systems and processes: which include clear and robust processes at strategic and tactical levels for analysis, prioritisation, sharing and co-ordinating responses as well as assessment.
In contrast the NIM has acknowledged these issues from the outset by setting out the infrastructure requirements. Indeed the NIM makes explicit reference to assets in the areas of people, knowledge, systems and information although John & Maguire (2003) also identified implementation difficulties during the initial roll out.
A tiered approach to problem solving and the NIM
Further similarities can be seen between the two approaches in relation to the levels on which they operate. Goldstein (1990) spoke of a tiered approach to problem solving, extending from individual problem solving at beat or neighbourhood level to more strategic problem solving at local government or national level.
The NIM provides a well-structured mechanism for this approach providing three tiers of analysis and response. Level 1 deals with issues of crime and antisocial behaviour at Basic Command Unit (BCU) level and below. Level 2 deals with offender(s), or other specific issues, that cross borders into neighbouring BCU or force areas and whilst these issues may be similar to those at Level 1, there is a likelihood that a more co-ordinated cross border response will be required. Finally, level 3 deals with serious and organised crime, as well as security matters on a national or international scale.
Therefore whilst problem-oriented approaches advocate a tiered response, the NIM explicitly articulates how it can be achieved. This in theory allows a joined up approach between local and national policing issues and since this approach has been forged there has been an increase in regional and force collaboration across a range of issues. In essence it provides a model for managers at all levels. Analysis (what causes the problem to occur); Response (typically a multi agency response aimed at delivering sustainable solutions by tackling underlying causes) and Assessment (which looks at whether the initiative was properly implemented and whether it had an impact).
As this paper is predominantly designed to establish whether the NIM can facilitate problem solving techniques it will use the SARA model to show the links to the NIM (rather than vice versa). It must be mentioned however that whilst SARA is perhaps the most widely known of the problem solving models others are equally applicable i.e. the 5i's framework (Intelligence, Intervention, Implementation, Involvement and Impact) -see www.crimereduction.gov.uk/learningzone/5i'sintro.htm for further information on this model.
Scanning and how it relates to the NIM
The commencement of any problem solving approach requires accurate identification of the problem prior to analysis. Information gathering is paramount to problem identification. The information should provide a systematic description of problem type and recurring problems. It should confirm that the problem exists, determine how frequently it occurs and identify the consequences. Experience has also shown that partners need to break down large, vague problems such as the 'drug problem' or 'disorder' into smaller more defined problems in order that they can be effectively incidents, a community concern, a place, person, special event or time and location. In practice problem-oriented approaches have supported an eclectic approach to information gathering although they have provided little advice on how priorities should be set.
It is here the NIM provides immediate benefits. As John & Maguire (2003: 38) As such the NIM outlines how the problem identification process should take place. It offers a framework to gather internal, external, open, community and multi-agency information which feeds into four key intelligence products that inform the Tasking and Coordinating Group (TCG) of existing problems. These products are known as the:
• strategic assessment (which is the principle document that the strategic group uses to define priorities)
• the tactical assessment from which the tactical group sets the menu of responses • target profiles (which focus on people) and
• problem profiles, which focus on areas (hot-spots), or themes (i.e. crack cocaine). control strategy, which identifies the priorities that are to be subject of intelligence, prevention and enforcement responses. These priorities can be reviewed and updated throughout the year and are set at levels 1 (BCU), 2 (cross border) and 3 (national).
However once the priorities have been highlighted further work needs to be undertaken in order that the problem can be dealt with. The next section covers this process. Scott (2000: 7) , reviewing developments in Problem Oriented Policing over the past
Analysis and how it relates to NIM

years said " Problem analysis remains the aspect of the concept most in need of improvement. This is partly due to inadequate resources and weak analysis methods, but it is also due to the different ways in which the police and researchers understand
how analysis contributes to addressing problems." As such analysis cannot be over emphasised. If the analysis is flawed, subsequent prioritisation and response will be both inappropriate and ineffective.
There has been considerable discussion on the level of expertise provided by analysts within policing and community safety especially when their product has been the reproduction of statistics rather than to provide analysis. When sufficient information is available to identify and understand the problem practitioners should be encouraged to formulate a hypothesis that directs further analysis. Such a hypotheses determines the types of data to collect, how the data should be analysed, and how to interpret the results. The • Criminal Business Profile: These profiles contain detailed analysis of how criminal operations or techniques work, in the same way that that a legitimate business may be explained. The application of such profiles to the problem analysis triangle will focus on the offender facet. The analysis can be used to identify key points for investigation, disruption, or highlight crime prevention and reduction opportunities.
• Demographic/Social Trends Analysis: This is a technique for medium/ longer term problem solving as it is centred on demographic changes and the impact on the victim, offender and location. It also allows deeper analysis of social factors such as unemployment and homelessness. It considers the significance of population shifts, attitudes and activities. Partnership development may benefit from this technique as a predictive tool to anticipate future developments in respect of transient/migratory population and the likely impact on the surrounding area/economy.
• Market Profiles: A market profile surveys the criminal market around a particular commodity or service 'craved' by offenders. Craved is used as an acronym for concealable, removable, available, valuable, enjoyable and disposable (Clarke, 1999) .
• Target Profile Analysis: As research shows, a small number of offenders commit a disproportionate level of crime and disorder. Analysis of the target should be wide enough to be fully exploited by a multi agency problem solving approach.
• Risk Analysis: Risk analysis covers the duty of care in law enforcement, the requirement to manage persistently dangerous offenders and the implications of the Human Rights Act. Risk analysis therefore assesses the scale of risk posed by offenders or organisations to individual victims, the public at large, and agencies. Tactically it will be of value in helping judge the likely consequences of any level of problem solving activity. Risk analysis applied through the 'PAT' can indicate the nature and consequence of potential response.
There are two other analytical products known as 'Operational Intelligence Assessment' and 'Results Analysis'. These will both be discussed in the assessment section.
We therefore see that the problem solving methodology provides different techniques to supplement the NIM in analysing the problem and therefore providing, for example, more effective target or problem profiles. The problem solving methodology integrated with the NIM analytical tools create standard analytical products, which can raise use and quality across the country. However, even with a good understanding of the issue action still has to be taken to eradicate or reduce it.
Response and how it relates to the NIM
In any problem-oriented approach the response should counteract the factors that are causing the problem. These should be based on approaches that are known to work.
Such responses can be seen in a continuum from international, national, regional, European countries, the annual rate in England reduced from 5700 to under 3700. Gas went from being responsible for 40% of all suicide to virtually nothing.
Response should also take cognisance of how other agencies, partnerships and communities could respond to deliver a sustainable solution. This demands a higher level of professional knowledge not only in terms of "what works" but also the capacity and capability of others.
Other problem solving models such as the '5i's' (mentioned earlier) provide more detailed mapping of the response stage (Intervention, Implementation, and Involvement). This captures more information to ensure high quality of action and the most successful forms of implementation, partnership and mobilisation of the community. However, whatever the planned response it requires implementation and this is where difficulties are often found.
As such, the tasking and coordinating process within the NIM model provides an accountability mechanism for practitioners to deliver workable responses. The tactical response menu within the NIM emanates from three approaches: intelligence, enforcement and prevention, which can be further sub-divided to provide many alternative interventions. As their name suggests the tasking and co-ordinating groups at strategic and tactical level make sure activity is both relevant and focused with the subsequent action plan identifying roles and responsibilities and the objective to be achieved. The potential for joint action groups at strategic and tactical levels offers much potential to deliver sustainable solutions.
Some have criticised the NIM because it focuses too much on enforcement (also an important tool in problem solving). Here again is where the problem solving methodology can add value by integrating situational crime prevention into the NIM framework. Situational crime prevention has been the single most important development to reinforce and inform the problem solving approach. It suggests that as the number of criminal opportunities rise, so crime rises and conversely, as the numbers of criminal opportunities are reduced, crime is reduced. Therefore, it focuses crime prevention toward more situation specific methods of opportunity blocking, basically convincing offenders that committing a particular crime in a particular place at a particular time is not worthwhile. The approach suggests specific crime problems need to be analysed to guide contextually specific solutions. For those with limited knowledge of its potential it is described further.
Situational crime reduction and target hardening in practice
This approach outlines a range of situational techniques (including the management and manipulation of the environment and the perception of the potential offender) to reduce the opportunity for crimes to be committed. There is a considerable body of evidence to show this is effective in reducing crime in a range of circumstances. It In this way victim vulnerability can be counteracted by a capable guardian, which usually implies people protecting their own belongings or those of family members, friends etc. For the offender, a handler is someone who knows the offender well and who is in a position to exert some control over his/her action(s). Handlers may include parents, teachers and spouses. For the location, a manager is a person who has some responsibility for controlling behaviour in a specific location.
In essence these techniques can be seen to enhance the NIM. For its part the NIM plays the critical role of allowing the prioritisation of and access to resources, and making sure those responsible for action are accountable to the tasking and coordinating group.
Assessment and how it relates to the NIM
Learning about what works and passing that knowledge between those agencies responsible for reducing crime and disorder is critical. Problem solving should not be viewed as a linear process, but one that is continually revisited until a sustainable solution is established. The problem solving methodology puts significant emphasis on assessment which both HMIC and Audit Commission thematic inspections have shown is neglected, and although difficult is essential.
Within problem oriented approaches there are two main areas when it comes to assessment. Process evaluation is concerned with whether the initiative was implemented as intended whereas outcome evaluation is concerned with identifying the impact on crime and disorder and determining whether the outcome is attributable to the interventions. There are many texts available on how to evaluate initiatives -Are you confident that the response caused the decline? The NIM has two analytical products dedicated to this task, which are the:
• Operational Assessment: The purpose of this is an ongoing evaluation of the incoming information/intelligence/activity or operation.
• Results Analysis: The NIM analytical technique serves the same purpose as that of assessment in the SARA model. It evaluates effectiveness of patrol strategies, crime reduction initiatives or particular methods of investigation.
However, it can also be added that monitoring and evaluation runs through many other facets of the NIM, for example, Tasking and Co-ordinating Group (TCG), which reviews the process and outcomes and holds action owners accountable for implementation. Also tactical assessment, which evaluates and monitors impact on the control strategy priorities.
In summary, both the NIM and problem solving approaches place emphasis on evaluation. Again, the problem solving literature has much advice in this area that can assist successful implementation of the NIM.
Problem solving and the NIM in practice
The following section deals with two examples of the process in practice.
The Class 'A' Drugs problem
In this actual case the strategic assessment provided to the Strategic Tasking & Coordinating (STCG) meeting provides intelligence about crimes emanating from the illegal supply of class A type drugs. As a result, this particular problem is set as a force priority in the control strategy. At one of the quarterly reviews of the control strategy it is identified there as an emerging trend of crack cocaine. The STCG sets the intelligence requirement to detail the gaps in knowledge that need to be filled in order to assess the threats associated with this drug.
The Force Intelligence Department uses many data sets from internal and external organisations and locally based analysts to provide the current situation, future threats and the implications for volume and organised crime. This could include the increase in the use of firearms, different trafficking routes, the emergence of organised crime groups, or a particular crime emerging to finance purchase (e.g.. mobile 'phone robbery). The analysis is then provided to the SSTG.
The STCG debates whether a strategic response is necessary and if so whether it should be in the form of further intelligence development, enforcement or prevention. It may be that the strategic assessment shows the problem is acute on only a small number of the BCU's. These areas would conduct further analysis such as problem or target profiles to ascertain the exact nature of the problem. Again they could involve other partners (e.g.. housing or the benefits agency), to analyse or respond to the issue. The action plan is monitored through the tasking and co-ordinating process allowing an assessment of whether the outcomes or predictions actually occur.
The NIM and Anti-social behaviour
There has been concern voiced about the capacity of the NIM to accommodate lowlevel antisocial behaviour. Anti-social behaviour is a priority in each community safety strategy and it is the intention of the NIM that the model can encapsulate all levels of policing activity.
This means even if anti-social behaviour is not set within the level 2 control strategy, this or similar issues can be set within the level 1 (BCU) control strategy. As such there is nothing to prevent these issues being addressed within strategic or tactical assessments and problem or target profiles being commissioned to outline activity in this area.
Further, as the tasking and co-ordinating process is predominantly to do with prioritising issues for the movement of resources, the process does not prevent officers who, with the knowledge of their supervisors, engage partners or initiate multi-agency problem solving initiatives which are in line with locally set priorities, and which don't require extra resources. Not all problem identification will be initially triggered by the NIM. Individuals in their own working environments may, through experience or information sources, identify a problem. Indeed it is important that lower level issues do not overburden the tasking and co-ordinating process or consume all the time of trained analysts. As such it is only when the problem requires further resources or is felt to be a strategic issue for the BCU requiring coordination, that the extra benefits of the NIM are felt. That said it is important that Police Intelligence Units have an awareness of what problems have been identified at a local level.
The Government, police and partnership response to anti-social behaviour has been a rapidly developing area in recent years. There are also developments on the issues around insecurity and antisocial behaviour through the 'restoring reassurance' agenda pursued by ACPO and supported by the Home Office. This agenda has demanded that forces piloting such approaches use the NIM.
Conclusion
The National Intelligence model is a business model that not only enables police forces to work together with a level of common understanding but also greatly assists a problem solving approach. For its part the NIM provides a system that uses a common language, standard systems and operating procedures and which provides clear ownership and accountability. This should avoid some of the implementation problems that have been associated with problem solving approaches.
Similarly integrating a problem solving approach within the framework of the NIM clearly develops and enhances NIM products assisting the user to think more creatively around problems, with a view to providing sustainable solutions. In this way the philosophy adds value to the identification, analysis, response and evaluation of crime and disorder issues. Further, in this process partners are critical and must be viewed as an asset at all levels of the NIM. 24 June 2004 Indeed, partners are many and diverse, but although the NIM was devised with law enforcement agencies in mind, all those engaged in community safety will require coordinated systems and processes. The NIM offers a platform that enables partnership members to share information, identify problems, process information into intelligence and analyse that intelligence. This process can direct collaborative strategic and tactical tasking and co-ordinating and the influence of partners will lead to a more sustainable solution rather than an exclusively enforcement based response.
In conclusion, the NIM, has the potential to provide a substantive platform upon which a problem solving approach can operate and evolve. However, as with all models it depends on its leaders to make sure the infrastructure and direction is in place, and depends on practitioners to willingly exploit those new methods in the operational setting.
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